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ABSTBACT 

Leadership/administrator training progress reguire a 
base that defines and explains clearly the variables that affect the 
structure and functioning of schools and the roles and behaviors of 
their leaders* Such prograss need laterials, support tools, and basic 
inforaation on recruitient, selection, and preparation vhich a 
cosbination of research, practice, and evaluation indicate as the 
■ost profitable approaches to effective adiinistrator perfornance* 
(Author) 
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The Nted for Collaborative Znvesisnents 
In Effective Administrator Preparation Programs 

One of the central issues in educational administration concerns 
isiooving the preparation of educational leadm. There is little 
evidence to indicate the use of existing knowledge has resulted 
fron research. There are also great gaps in the kncwledge base that 
is n eeded to develop effective training programs. This ^ppositm is 
geared toward increasing the understanding of potential participants in 
the developnent of preparation programs of the neoessi^ and value 
of engaging in more ^stematic collaboration bstwssn researcher, 
developer, evaluator and school administrator. 

(Xxr subject is not new. Ute issue of closing the gap — or at the 
very least — of narrowing the gap bet^ji^ research and practice has 
been written about and discussed extensively. 

It should be noted that the N^ticnal Institute of Education was 
created by Congress to coordinate and su^^port educational research and 
development, to bridge the gap between scholar and practitioner, an 
abyss widened by the structure of our educational system and by the 
ccnplexities of the task. 

Tbo frequently, the scholar and developer feel that the administrator 
and teacher do not pay attention to or use research findings. So too, 
the practitioners ^ do not feel that the results of research are 
are relevant to their tasks. Such perceptions and hence lack of use 
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hacve led to the increased isolation of the scholar from the reality 
of the schools, and the rejection by school people of good ideas 
fxoRi social science.^ 

FfM of the people in this field have not been following the news of 
educational support by the Congress. You know that educational R&D 
budgets have been cut each year. Indeed, NIB has been threatened with 
extinction. Ihe message, from Congress and other educationally 
oriented groups is that B&D must focus vore seriously on producing 
infomation vdiich can help the practitioner, and this Should provide 
greater inpetus for more integrated loxjwledge production and utilization 
efforts. ^ 

Ohe problem can be understood althou^ not condoned in the context 
of the vast differences in perspective betwi^ the practitioners 
in the elementary and secondary schools and the academic researcher. 
Wiat is more difficult to clarify is the problem as it exists between 
ihose institutions of hi^ier learning who prepare '^iCT'l-'onal 
administrators vis a vis researchers lAio often share the same canpuses 
but not either their ideas or their findings. 

Ihe isolation of one group from the other is evident, the reasons less 
so, dnd the annis<)icn is unforgiveable. 

1 Thomas K. Glennan Ci\ , Strengthening the Link Between R&D and Practice : 

Ihe Cornerstone of Sducation Refonn , Speech at Learning Research & Develcapment 
Center, Pittsbur9,ii'.,Feb.l,1974 (Miineo) . 

2 Spencer Ward, Discussion iii some informal conversations, Sumner, 1974 at nie. 
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let us turn gpeclfioally to the eiducational adninistrator. To even the 
casual observer of the education scene, the embattled position of the 
schools has been lanom for more than a decade ram, Ocnpeting dsnands have 
cone frcm vdthin and outside of the school — frcm all possible quarters. 
Demands call for better teaching of basic ^lls to preparing people for 
life in the 21st century; frcm effectiveness and productivi^ to demands 
for Shared decisicnrinaking; from equalizing educational opportunity to 
itpecialized prcgrains for selected individuals. 

Ihe responsibility for sorting out ccnpeting demands and providing effective 
settings in vihich teaching and learning can take place rests for the most 
part with the educational administrator — the superintendent, his deputies 
and the building principal. 

Bor most of these administrators, training and ea^>erience have not provided 
significant or relevant resources to deal effectively in education's 
contemporary milieu. Would different training in their pce-service days 
or additi on al on-the-job training have increased their ability to cope 
witii problems of poMer, acquisition and distribution of resources, the 
breadth of the school currlculm, specialized student needs, dealing with 
teachers, prioritizing needs and developing programs, managing oonplex 
organizations and ccmnunipating successfully with all manner of people? 
And at the same tine, wauld they be able to make the orchestration of 
such activities result in positive outocmes for students? 

task, today, is to provide the overview, to set the context for seme 
of the problems I see. Some of these issues will be taken up by other 
menbers of the panel this morning. You may want to raise others durinq 
the question and answer period during this synposium. 



Since the 1960 *s there have been many modifications in the cuiriculun 

of administrator training insitutions, innumerable add-ons to inservice 

programs, the initi at ion of a handful of innovative programs. In 30 

years, the number of institutions awarding degrees in educational 

administration has trebled. Betueen 1960 and 1970, the nonber of 
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doctorates awarded in the field has doubled. Vet tod^ 
there is little evidence of an aoconpanying increase in quality or of 
the ability of administrators to manage their institutions any better, 
or to provide more responsive settings in which children can learn. 

What do ws knew about leadership? Wb know that it involves a comnand of 
oonoeptual skills for seeing the organization as a whole and understanding 
the relationships of its various parts. Such Skills are essential to the 
diagnosis of needs and analysis of how to inplenent solutions. 

Ne kitjw that leadership also involves technical skills needed to adninister 
organizations success&!lly. ^Ihese involve planning, management, and 
problem solving throu^ qraap process and oonnunication. 

We knew, too, that leadership requires himan Skills that encourage 
cooperative efforts, and which can be used to reduce conflict situations. 

A ccnbination of these attributes serves the administrator in his several 
zoles: 1) as a maintainer of the school organization, 2) as a part of 
the larger organization frxxn which resources must be acquired, and 3) as 

Stephen J. Khezevich, Doctorate Needs in Educational Administration 
During the 1970' s and 1980* S! A Preliininary Analysis , Special Report for 
university Council for Educational Administration/ Columbus, Ohio, 1974. 



an individual with perscml goals, a leadership style, and his/her 
own image of American education. 

For each quality and needed in the ed u ca t io n al l ea der's repetoire, 
there are questions to be resolved on methods and tedhniques of providing 
such lowwledge, and ensuring its recall and use in real vnsrld 
situations. But the greater problem — or the more fundamental problem — 
exists in our lack of knowledge and understanding of how ed u ca t ional 
organizations function in the oontesct of a changing environnent . 

iOxsut eight months ago, a nmiber of distinguislhed r e s e a r chers came 
together under the sponsorship of NIE to examine organizational factors 
in education, and to suggest a reseeufch agenda. Chaired by James March, 
the group examined many areas in which research has not provided any, 
or sufficient, basic research vAiich should serve as the loicwledge base 
for iitpcoving schools and thus adninistrative fvxnctioning. ^ 

I SOL borrowing rzither freely and selectively from seme of the initial 
discussion and first writings ^ in the foUcwlng remarks and questions, 
in order to hic^^t the kind of information needed for effective 
leadership in our educational institutions. 

First, there is a need by the adninistrator to understand the environnent 
in which he/she labors. lOday, this would include issues of retrenchment, 

changing distributions of power, changing expectations oonoeming the 

James G. March,Organizational Factors in Education:Outline for A Program 
of Basic Besearch,Beport to National Institute of Education,Stanford U. 
August 1974. 

Radnor, at al, a draft monograph prepared for NIE in connection with 
a series of conferences on Institutional Effects, Suimer 1974. 
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zole of the school, in societal changes in values of students ^ parents, 
teachers, oGnnunity. The issues of new structures for learning and nm 
technologies, indeed, the very functions of the schools are iitportant 
and legltiitBte grist for the mill of any aspiring leader/adninistrator. 
And here is one of the areas vAiere we find knowledge gaps. need 
research on administration in the real and very ocnplex vdorld in iMch 
it exists. How do organizations develop over tine and adapt to their 
environments? 

Second, the administrator needs to understand the general patterns 
of organizational behavior, but here too, there are many unresolved 
issues, even at the most generalized levels. 

Ihird, vftiat are the inportant variables needed to operate a school 
successfully? Who are the ''members'* of the school system? What are 
the variations in the key characteristics? Without a great deal more 
basic data about school systems, changes cannot be forecast, making 
it difficult, if not ijvpossible, to plan intelligently on a level that 
calls for sGTdthing above "tinkering".^ 

Fourth, school systems are increasingly adopting planning and evaluation 

systems, either because of the desire to utilize resources more 

efficiently, to rationalize their decisions, or because managment and 

accountability systems have been mandated by state legislatures. Many 

of these efforts are characterized by misunderstanding, frustration, 
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inadequate technology. 



Fifth, the vAiole elaborate spectrum of decision making is in a state 
of disarray. Even if this is viewed as an overstatefnent, there is 
considerable evidence to support the confusion that exists over yito should 
make certain kinds of decisions and vdiere thay should be made and \iha.t 
technology should be ennplpyed. 

Sixth, threaded through all of the previously mentioned issues and 
frequently highlighted are the various concepts of leadership. I 
will assuma for our purposes today that a variety of definitions all 
have validity, and prefer at this time to concentrate on the criteria 
for measuring effective leadership, vAiich in the final analysis 
should assess hew effectively the organization operates. An 
examination of the research on leadership producers! mtdti in the ^y 
of descriptive literature, but there is a paucity of enpirically based 
prescriptive hypotheses. 

Ihis listing is merely suggestive and not exhaustive. 

Bnery and Ovist's typology of the causal texture of organizational 
9 

environments nii^t be enplcyed to describe the v4orld of educational 
organizations, The authors describe four envixonment:s:l) the placid 
random, 2) the placid clustered, 3) the distui^ed reactive and 4) 
tuzbulent fields. It is to the latter that I attenpt to relate the 
milieu in v^ch educational organizations find themselves. In 

TOonas w. MiJiwm, lUe Study of Leadership, draft" paper, Mershon Center. 
Ohio State University, ;^ril 1974,Fp. 1-3. 

F.E.Dnery and E.L.Trist, "The Causal Itexture of Organizational Environments", 

fron J.A.Litterer(Ed.)organi2ationa:Vol.Il,Seoond Edition, Systans, Control and 
Adaption, IkM york,John Wiley & Sons, Inc. 1963,PP,222-226. 



tud3ulent fields, "dynamic processes... create significant variances 

for the conponent organizations". 'Oney arise, not fxom their 

own interaction as in Type 3 above, "but fzom the field itself". 

"Die field, they say, " is in notion. Such enviromnents require 

Sonne relationship between dissimilar organizatiozis ^se fates 
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are positively correlated.*' 

In other vo?ds. In a turbulent environment where conflict, 
oon|)etltion and unpredictability rule, organizations tend to 
collaborate and therefore change their value systens to produce a 
nove siitplified environment. Much of this theory seans applicable 
to nodi^lng educational environments throu^ collaboration of 
Institutions and agsncicc vdth differing responsibilities to 
similar clientele. The "return to a siznpllfled environment" is a 
notion that the writer find as a nsble Objective, but in the case 
of public institutions vihere neny similar systems are ccnnpetlng 
for the same resources , a goal that can never be realized. 

Nevertheless, collaboration among the separate but relevant 
disciplines and agencies vdhose knowledge and experience can 
affect the educational institution, if it is focussed, if the 
perspectives sure narrowed, can achieve solutions to persistent, and 
what appeal to be new insoluble problems. I am not at all sanguine 
that the environment can be sinplified; periiaps certain factors can be 

finery and Trist, P. 224. 
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bcought under control or erzadioated, Isub if m are to leaxn anything 
fxxtA the moaem history of l^merioan eduoation« ite can be sure that 
as seme issues are laid to rest, others vdll rise to take their places, 
or in the parlance of the race track announcer, "Olie field is in notionV 

Hhe ocnplicated problems that anerge f ran an incredible nosaic of 
actors, needs, demands and environments in the educational arena have 
roots vMch need to be unraveled and understood through the planned use 
of knwledge acquired frcm many places; seme that nay, at first blush, 
seem rsnnote fron educational administration. Nevertheless, a host of 
resources must be considered and a$>prppriate selections made to bring 
together those whose kncKirledge and Skills can improve the field. As 
exanples, planned interfaces must be made between policy planners and 
nanagenent scientists, organizational theorists and social and behavioral 
researchers, econaidsts, legal scholars, and actoinistrative technologists. 

Leadership/administrator training programs require a base vdiich defines 
and esqplains clearly the variables that effect the structure and functioning 
of schools, and the roles and behaviors of their leaders. Such prograins 
need materials, sv;^pport tools, basic information on recruitment, selection 
and preparation which a onoribinatian of research, practice and evaluation 
indicate as the most profitable approaches to effective adoninistrator 
perfozmanoe. 

Hopefully, this presentation has set the stage for tt^ distinguished 
menbers of this syirposjAsn vAio will suggest some answers to the easy 
questions that have been posed in nv remarks. 
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